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| ‘ SPECIAL ASSISTANT TO THE SECRETARY OF STATE @
) WAS HINGTON L

January 30, 1947

MEMORANDUM FOR TEE UNDER SEGRETJAR!':

Subjects Organisation for Ressarch and Intelligence
in the Depariment of State.

I. *TE PROBLEN

To realign the organisation under the Specisl Assistant to the
Secretary for Eesearch and Intelligence so that he may more effectively
discharge his responaibilities.

II. CONCLUSIONS {See Appendix I for discussion)

1. The Research and Intelligence crg!ni.:aticn has operated since
July 1, 154, under the *Russell Plan.” The principsl feature of that
plan :|.: the division betwesn the Special Assistant and the Geographic
Offices of authority over the basic research activities of ths crgani-
gation. The effective operstion of an intelligence organization under
such conditions has proved unworkabls and iepracticabls.

Ll R

2. The Special Assistant is charged with the responsibility to the
Secrstary for planning and implewsnting a positive foreign intelligence
program and for maintaining all interdepartmental liaison in that field
with other intelligence services. In order to accopplish that mission,
he should have specific responsibility for:

(a) The comtrol and direction of intelligence ressareh snd
the collection and dipsemination of intelligence materials. The
Office of the Special Assistant should receive all intslligence
mteorials coming into the Department which, in his opinion, are
necesszary for the prepamation of the most complete, accurste and
timely intelligence.

{b} The preparation and diasemination of daily or periodic
intelligence sumaries, as required.
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3+ The Special dsristant should also have the suthority to adopt
such security messures within the intelligence organiszation, in addi.
tion to depertmental security regulstions, a= mxy be requived by ths
nature of the work and to assure uffective cooperation from other
intelligence services. :

5 L
rh

ke The ddvisory Coxmities on Intelligence, establizhed to asaist
the Special Assistant, ahould be reconstituted so a5 10 be mors repre-
sentatives It should be composed of the Special Assistant, as Chaire
amn; the Directors of the two Offices subordinate to him; the Offica
Directors or their represestatives from the Geograpbic Offices; the
Director of SPA or his representative; and a repressntative designated
by sach of the followings A-B, A-T, and A-P. ) .

S« The Subcommittes on Progroms and Prioritiss of the Advisory
Comittes on Intelligetice should be disaoclved, since its concept derived
Irom the theory of the "Russell Flzn® and its iwportant functions should.
more properly be performed within the intelligence organisstion.

IIX. FERCOMMENDATIONS ‘
It i» recommended thats Coe e e R

l. The geographic resserch divisions (DRA, DEE, DEF, and
DRN) be transferred from the Gacgraphic Offices to the crganize-
tion under the Specisl Assistant.

2. Departmental regulaticns be amended and appropriats |
orders issued to izplement the conclusions stated above and to
Provide the orgsnizaiien indicsted om the following chart.

»

Attechmentss
Chart .
Appendix T ) '
Appendix IT . . - Y
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DISCTUSSION .
(References are to the sectims indicated under Conclusions)

7T (1) : Experience in cpersiing the "Ruesell Flan" for over six
months shows that the geographic research divisions have tended in-
creasingly to regerd themselves as responsible to thelr office
Directors alone, and to consider themselves entirely free of any
special obligsticns deriving from membership in an intelligence organi-
sation, The inevitable result of this tendency world be to produce
reports so marred by special pleading that they would no longer copsti-
tute chjective evaluationz, and their usefulness would be opern to
sericus guestiom.

II (2) {a): The Speclal ssistant should not be expscted to asaume
any gemeral responsibility for instructions to the Iield regarding
foreign service reporting, but he should be directly concerned in the
preperation of standing instructions dealing primarily with the collec-
tilonm of intelligence. Instructions to the field requesting spot intelli-
gence should continue to go directly from the operating offices with
information copies sent 4o the Special Assistant to permit him to make
avallzble #11 intelligerice already on hand relesvant to the sudject.
Sirilarly, with regard to dissemination, the Special Assistant should
be concemead only with the dissemination of materials which, in his

2 opinicn, sre needed by the Office of the Secretery and the other policy
officers, or needed by the other intelligence agencies of the Gowmment.

|

Ir (2) (b):s The preparation of daily and periodic intelligence
summaries shouild be accomplished by the intellipence staff, not by a
staff which prepares policy and information surmaries, in sccordance
with the time-tested truth that cbjective situation reparts should be
divorced from policy offices and policy meking. If the Special Assis-
tant should be assigned this responsibility, an appropriate staff must
be provided.

II (3): The lock of special and adequate security precautions
applica within the Research and Intelligence organisation his made
it &Afficnlt to retain the full confidence of cther intelligence
services, some of which are already beginning to withhold intelligence
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materials from the Department because of the Department's general lack
of security. It is believed that specizl security measures for the
Research and Intelligence organization are justified because its per-
sonnel, unlike cthers in the Department, bave no obligation to develop
public relations nor to appear in public forums. Unless assurarce

can be given to other intelligence services that security standerds
affecting intelligence operatimms and personnel in the Department are
1o lesz effactive than their o, the usefulness of the crganization
to the Department will be criprleds The need for special authority

at this point is apparent because certain gecgraphic research divisions
have formally declared that they do not consider themselves bound by
security instructions from the Office of the Special Assistant,
althengh those instructicons were approved mnanimcusly by the Advwisory
Committee on Intelligences

I (h): In the pest, the Geographic Office Directors and A-B
have ¢bjected, with Justification, that their needs were not ade~
quately represented on the Advisory Committes on Intelligence,
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DISCUSSION OF PROPCGED ORGANIZATION FOR RESEARCH AND TNTELLIGENCE

1. The responsibilities and functioms set forth in IR 133.1,
effective July 1, 1946, for the Specisl Assistant for Research and
Intelligance would remain substantially wnchanged. The office of the
Special Assistant would include, or have attached to it, the inter-
dapartmental liaison perscnnel and the Specisl Projects Staff as at
present. If and when pericdic intelligence sumaries are recuired,
an appropriste staff will be required in this office. The office
would administer the persomnel group assigned to the National Intelll-
gencs Authority.

2. Beneath the office of the Specisl Assistant, 1t is propossd
that there be, 45 at present, two officer, an Office of Intelligence
Research {(OTR) and an Office of Collection and Disseaination (0CD).

3. The Director of OIR will be responsible, to the extemt dele—
gated by the Special Assistant, for the planning, coordinstion and
supervision of sll intelligence research, for the establishment and
maintenance of departmental technical standards and for the aupervision
of the systematic and continucus acministretion of work programs and
priorities. OIR will be organized by reconstituting OCL following
the transfer of the Division of Map Intelligence (MT) to OCD, the dis-
solnticn of the Intelligence Coordinabion Diviziom {ICD) and the trans-
.fer to it of the four geographic resesrch divisions (DRA, DRE, DRF and
DRN). The planning, review and priorities functions formerly assigned
to ICD and SPP will be assumed by a Priorities and Review Staff attached
to Ok which will absarb the appropriate personnel of ICD.

li. The Director of OCD will be respansible, to the extent dele-
gated by the Special Assistant, for the supervision of the cocllecticn,
custody and dissemination of intelligence materlals. The office will
have beneath it four divisions. Two of those divisions, Biegraphic
Information Division (BI) and MI, will have certain research and repori-
ing functions, in addition to their responsibility for maintaining
large collections of intellipence materials, which will be subject to
the cooardination and review responsibilities of the Friorities and
Review Staff of CIR.

5. The functions and responsibilities of the divisions not other-~
wise specifically described above will continue substantially as set
forth in Departmental Regulations effective July 1, 19k6 (i.e., IAD,
FEF and IFI). The fonctions of the geographic research divisions will
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1ikewise continue substantially as at present, except as administrative
direction is trmsferred from the (sographic Offices to the Special
Assistant and OTR, and insofar as the elimination of ICD and SPP
require the reorientetion of the planning of research programs and
priorities. The sress of responsibility and the organisation of the
geographic resesrch divimions will continoe to conform approxipatsly to
the greas and orgenization of the Geographic Offices, but the greater
flexitdlity of the centralized situation will enable the organization

to £rdfill wore effectively its primary function of service to the
entire Depariment.
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